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Next to the Customer’s Heart and Wallet:
Frameworksfor Exploring the Emerging M-commerce Arena

ABSTRACT

M-commerce is any monetary transaction conducted via a mobile tedecommunications
network using a communication, informetion, and payment (CIP) device such as amaobile
phone or apalmtop unit. USA has been the leader in ecommerce but Europe and Japan
gopear to have the early leadership in mcommerce. The main ditinction between m
commerce and e-commerceisthat the typica e-commerce customer counts the money while
the typicd mcommerce customer counts the minutes. Additiondly, e commerceis based
upon fixed location whereas mcommerce is based upon ubiguity. E-commerce companies
will not necessaxily be the ones that drive mcommerce. We foresee three main aress of
impact of m-commerce on marketing and competition. Firs, there will be grester levels of
cusomization or one-to-one marketing viam-portals. Such m-portaswill integrate the m
Brochure, the mManua, and the m Store — three progressively stronger formats for
conducting m-commerce activities. The second impact will be the blurring of boundaries
between consumer and businessto-business marketing. Because of such blurring,
segmentation in terms of roles (off- or on-duty) and location (home, office or dsewhere) will
be very important. The third impact is the likelihood of transformation of industry structures.
The main managerid implication of mcommerceis thet firms that do not become m-portas
will end up baing sub-suppliers to the m-portas. These sub-supplierswill haveto deveop
finely targeted Strategies for their mcommerce gpplications. We foresee potentia reseerch
implicationsin each of three pardld and interrdaed areas: 1) Studies of oneto-redly-one
integrated gpplications, 2) Study of usage patterns in different locations and 3) research on
Indusiry transformations and the ensuing competitive impacts.

K eywor ds. M-commerce, e.commerce, portas, Europe, USA, one-to-one marketing,
competition, boundary of firm, tedecommunications, finanda sarvices
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Next to the Customer’sHeart and Wallet:
Frameworksfor Exploring the Emerging M-commerce Arena

INTRODUCTION

Mobile Commerce or M-commerce is any monetary transaction conducted viaa

mobile tdecommunications network (Miller-Vearse 1999) . Already popular in Europe,
examplesindude paying & an automatic car wash with amoabile phone or to use such a

Figure 1: Evolution from E-Commer ce to M -Commer ce
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phone to buy and dispense a can from a soda machine (Bottomley 2000). M-commerce is e-
commerce where the medium of communication and transaction is the mobile
telecommunications network, |nternetbased or not, instead of the fixedHine Internet-based

network.

This paper presents frameworks for exploring the impact of mcommerce on market
Sructures and marketing processes. There are five main partsto the paper. Firg, themain
digtinctions between m-commerce and e-commerce are drawn. Three parts that discuss the
main aress of impact of mcommerce are presented next: (1) greater levels of customization
or one-to-one marketing, (2) the blurring d boundaries between consumer and businessto-
business marketing, and (3) likdy transformation of industry structures. We conclude by
drawing some of the implications of mcommerce for marketing management and for
research in the fields of marketing and ecommerce.

M-COMMERCE vs. E-COMMERCE DISTINCTIONS

While mcommerce and Internet-based e-.commerce are very similar, there are some
important distinctions. These digtinctions arise from two dimensions on which mcommerce
holds advantages over ecommerce. These are “mohbility” and “locatability.” While pamtop
devices and mobile phones offer maohiility, it is the combining of these with mobile data
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networks and geographicd positioning systems that begin to ditinguish mcommerce from e-
commerce (see Figure 1). As Figure 1 shows, m-commerceislikely to evolve firg by
increasing the mobility of the user and then creating speciaized services that take advantage
of the locatability of the user. We focus on four main digtinctions thet create some separaions
between e-commerce and m-commerce.

Counting M oney vs. Counting Minutes

Theinitid, preexisting customer orientations for e-commerce and m-commerce are
different. E-commerce started with individuas who had come to regard content on the
Internet as free. When e-commerce requiring payment for purchases emerged, it encountered
consumers who offered resstance to payments. Used to the free Internet modd, when they
were forced to pay, these consumers were generaly very price conscious. Thetypicd e
commerce customer counts money. M-commerce customers, on the other hand, have been
used to rdadively expensive phone cdls on their mobile phones compared to fixedine
phones. They vaue mohility so highly that they are willing to pay the extra cost. They regard
the mohility feature of the cdlular phone as atime saving feature (Cairncross 1997). The
typicad m-commerce customer therefore is one who counts the minutes— she wants the right
products and services a the right time.

Fixed L ocation vs. Ubiquity

E-commerce focuses on getting closer to the customer in terms of diminating
geographica aswel as psychologicd distancesin order to establish aone-to-one
relationship. M-commerce seeks to get even closer to the customer by bridging not just
geographica and psychologica separations but so overcoming the asynchronous separation
— the separation in time — that often occurs in fixed-location Internet commerce.

Table 1: Characteristics of Technology-enabled Distance Shopping M ethods

Tele-shopping E-commerce M-commerce
Infrastructure Tdephone sysem  World Wide Mohile phone
Web sysem
Location Home Home or work Everywhere
Decade 1980s 1990s 2000s

Table 1 sketches the evolution of distance shopping over the pest severd years. It
showsthe ubiquitous location of m-commerce activities. Such ubiquity will have amgor
impact on the marketing fidd, an issue we will address in the next section.

USA vs. Europe (and Asa)

Thethird difference between e and mcommerce is that Europe is leading the m
commerce development whereas USA has led in ecommerce. Thereis, of course, some
economic, technologicd, and socid vaidity to Europe' s leadership in the mcommerce fidd.
In addition, there are dso interesting eements of globa competitive rretoric. Theviewsand
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dories pertaining to Europe' s and even Agd s leadership over USA in the fidlds of mobile
communications and m-commerce receive consderable play in the media, especidly the
British media (Economist 2000, Financid Times 2000a, Financid Times 2000b, Hafner
2000, Prodi 2000, S4fire 2000) . Important cross-nationd lifestyle differences based on
“mohile’ devices are dready beginning to emerge. Finland and Jepan, for example, are
dready regarded as leading-edge exemplars of mobile lifestyles (Baker 2000, Kunii 2000).

“Old” vs. New Leaders

While ecommerce can hardly be characterized as“old,” nonetheless we may see
changesin indudtry leedership dong two dimendons from U.S. firms to European firms, and
from “new economy” firms to some of the older economy firms. Companies thet have been
seen asthe providers of technologies that enable e commerce — Sun Microsystems, Cisco
Sysems— are USA based while the key enabling technologies for m-commerce arebeing
pioneered by European firms. European mohile phone infrastructure and handset producers
Nokia(1999), and Ericsson (Erlandson and Ocklind 1998) arein the forefront and are
supported by ahost of mobile network operators and service providers who see opportunities.
In mobile networks, UK-based V odafone has emerged as the globd leader. In m-commerce,
mobile operators see opportunities for becoming quas-banks, which iswhy banks are dso
focused strongly on mcommerce opportunities. Since very little research on m-commerce
exigts, mohile technology providers, service providers, and banks are dso emerging asthe
main sources of information and expertise about m-commerce.

This paper presents frameworks to explore the changesin marketing Strategies and
industry structure that can be expected when the dust settles and the hype about e-commerce
and m-commerce has subdued to amore redigtic level. Our core assumption (and a premise)
isthat in the near term mcommerce will be basad on the mobile Communication Information
and Payment (CIP) devices such as smart phones or pamtop units. We see three pardld,
interrelated, coherent scenarios:

1. ONETO-REALLY-ONE MARKETING: The emergence of amore focused, tighter one-to-one
marketing perspective where the marketer is forced to understand the customer as an
individua and therefore to customize the products and services in gregter detail than is
the case in typicd e-commerce.

2. BLURRING OF PERSONAL AND BUSINESSBOUNDARIES New opportunitieswill emergefor
marketers to enhance the products/services according to the actua locations of customers.
The more advanced forms of m-commerce systems endble the geographic positioning of
the customer, thus dlowing marketers to offer products and services that interact with or
take advantage of the fegtures inherent in the user’s positiond setting. A cordllary of this
scenario is that m-commerce creates and &t the same time blurs the distinction between
consumer and businessto-business marketing. In other words, the boundary of the firm
becomes fuzzy as individuas negotiate various spaces — office or factory, home, and
public space— with their mcommerce enabled CIP devices.

3.  TRANSFORMATION OF INDUSTRY STRUCTURES: Findly, in the longer run, we expect to see
the Structure and competitive landscape of tedlecommunications, financia services, and
related industries reconfigured in order to take advantage of new market opportunities or
to cope with new competitive challenges.

ONE-TO-REALLY-ONE MARKETING
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The mobile CIP device is a perfect platform for delivering one-to-one marketing.
Mohile firms can link stated individuad characteristics with a user-centric database. Such
linking can extract not only al the demographic data of the subscriber can dso build adata
profile with lots of information about that user’s cdling petterns. Additiondly, by providing a
mobile portd, the network operator can get even more information on its subscribers. Users
can be requested to input their preferences and information needs so asto receive
persondized, and thus more vauable, information. Findly, with the use of mobile postioning
technology, the network operator can identify the locations of the subscribers and thus tailor
services to the characterigtics of these locations.

Persondization is about cresting services that craft the end-user experience to fit
needs of the individud subscriber. Anintelligent persondization plaiform must be aleto
learn from both user preferences and past belavior of the user. The gpplication must be
persondlized enough to optimize the interaction path, enabling usersto reach the services they
want with as few dicks as possble, and presenting informetion in a compact form optimized
for the CIP device. Additiondly it isimportant to emphasize thet the very same CIP device
that enables access and interaction aso serves as the customer’ swallet (MUller-Veerse 1999).

Thus, mcommerce gpplications not only provide information and services but dso
enable payments. Such agpplications cover abroad range — from paying with the CIP device
for atrain ticket or acar wash to managing the product flow and inventory a an assembly
line. In other words, the CIP device will makeit possible for the marketer to be at the place
whereand a the time when the customer needs the service. Such service could be targeted to
the persond needs of the user or to the user as amember of an organization.

In other words, more than anything se, the CIP device will diminate distances. In
the following paragraphs, we examine different types of m-commerce gpplications. We group
the gpplications into three categories: the brochure, the manua, and the store (Rask 1999).
The “brochure’ is an gpplication that primarily provides information and evolvesdong a
communicative trgectory. The “manud” isa ClP-rendered service and support goplication
and evolves by increasing the level of customer support. The “sore’ isa ClP-based
transactiond gpplication and evolves by increasing the breadth and depth of m-commerce
transactions. With the emerging m-commerce possibilitiesin view, we discuss these three
archetypes aong with the archetype that has come to be known as a“portd.”

Brochure

When using the Mohile Brochure drategy, the marketer ams to provide needed
information to the mobile customer. The marketer expects the customer to retrieve the
information and hopes that the customer will contact the marketer for other businesses.
Compared to typicd e-commerce, the m-commerce brochure can reach the customer
everywhere.

Anillugrative example of thisis AvantGo.com. The AvantGo mobile Internet service
meakes their Persond Digital Assstant (PDA) channels available for Web-enabled mobile
phones. With AvantGo.com, customers can browse their favorite websites on their CIP
devices or download over 350 content channelsthat have been specidly optimized for the
smadler screens of the CIP devices. The channdsinclude news, stock quotes, flight schedules,
movie ligings, restaurant reviews, maps, and weether.
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There are critics of this gpproach. Web Design expert Jakob Niglsen does not believe
in such “brochure’ gpplications and cals the Wireless Application Protocol (WAP) the
“wrong gpproach to portability.” His main argument is thet the smal screen on the mobile
phone “cannot show any context, nor can it show menus or visudizations of dternatives”
Furthermore, in terms of the keyboard, the “telephone pushbuttons are poor controls for
advanced functiondity - as evidence just consider how few of the features on your cdll phone
you use...."” Nielsen would rather like to see the phones have a PDA-like user interface
(Nielsen 1999).

Even though this skepticism regarding the screen sizes of tiny mobile phonesisvadid,
it isimportant to recdl that adriving force of m-commerceislikdy to be the unprecedented
level of persondization. Users can define the breedth and depth of information thet they are
likely to need when they are mobile. Also, marketers can use the opportunity for getting the
location of the customers and utilize the positiond information to persondize the message.
For example, only the flights to and from the nearest airport and the weether, restaurants, and
maps only fa the areawhere a user is a the moment can be provided through the CIP device.

Thefirg industry playerswe are likdy to see in the mcommerce arena are companies
that dready provide customers with such information on the Web. These firmswill be
“versoning” ther information content for the WAP platform and try to set low (near zero)
pricesin order to keep high entry barriersfor other potentid entrants (Shapiro and Varian
1999).

Overdl, thefocus of the mcommerce brochure gpplicationswill be on customers
who vaue the convenience of short, precise, and highly customized informetion delivered at
the right time and place.

Manual

When using the mcommerce “manud” drategy, the marketer tries to guide the
customer in using the marketer's products and services. The expectation is that customers that
receive precise guidance where and when they need it will experience great satisfaction with
the marketer providing such guidance. A well-designed m-commerce“manua” strategy
relieves the pressure on the service and support staff of the marketer and makes it possible for
the marketer to be virtudly “present” next to the customer 24 hours aday.

OracleMobile a www.oraclemobile.com incorporates dl the dements of an m
commerce “brochure’” and dsoprovides an illustration of an effective mcommerce
“manud” . For example, in partnership with UPS, Oracle offers the “ OracleMobile Package
Tracking services” This service provides users with status updates on their ClIPs about the
packages they have shipped and natifies them when their packages are ddlivered.

Other mcommerce “manud” gpplications could include company directories,
dictionaries and definitions, driving directions, product manuas, help files and FAQs. In
fact, early mcommerce “manud” applications will be those where the customers can benefit
from support in “field” Stuations. Companies likely to pioneer in this areawill be those that
need to ddiver 24-hour services to customers who are not connected to fixedline Internet
terminas when they need the services.
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The early focus of such mcommerce “manud” sarvicesislikely to be on blue and
white-collar workers who have vehicle and airline based jobs. They will use the CIP device to
be guided irrespective of ther location or the time of day when sarvice is needed.

Sore

When using the m-commerce “store’ strategy, the marketers aim to persuade the
customersto use or buy their products and services. The CIP device will then be the
brochure, the store, and walet a the same time. In thisway, the market possibilities do not
depend on the locations of the marketer or the customer.

E-commerce pionear-leaders like Amazon.com have dready rolled out their m
commerce “gore’ drategies. Table 2 shows the main FAQs on the Amazon.com Anywhere
gte and the nature of answers. It is evident that, in its current state, the Amazon.com m
commerce store is somewhat limited compared to the parent Amazon.com ecommerce sore,
and the performance is contingent on CIP and mohile service provider dements that are
beyond the control of Amazon.com. For firms that are leeders in e.commerce, the trangition
to mcommerce would require severd adjusments, compromises, and new beginnings. With

Table 2: Sdected FAQsfeatured on the Amazon.com Anywhere Site and Types of
Answers
Type of Answer Provided
52 g
E g =
58 B2 8
51 g % T ;) '% - GE)
n 09 2 B8 200
© 55 Q2 ESGs
E 28 S5 72 £%
Frequently Asked Question g % E > 2 @) g 3 ne.
How is a purchase from Amazon.com Anywhere protected? X
The PDA or Internet cell phone does not recognize my Amazon.com .
username and password. What should | do?
If I connect to your site by entering your URL directly into my cell phone, x
how are my transactions secured?
How are orders to international addresses (outside the U.S.) from the "
Amazon.com mobile phone site handled?
How can | find an item that doesn't appear as a top match? X
How do | get more information about or purchase an item once | do a X
search?
How does the service know where to send my purchases? X
How do | bid on an auction item? X
Can someone else use my PDA or Internet cell phone to shop at N
Amazon.com?
Can | ship to an address other than the one associated with my 1-Click X
settings?
When will you have a WML version? X
Can | call Amazon.com's Customer Service to place an order? X
Why do you display only the top three or five matches for a search? X
I received an error message and | was not able to connect to your
service. What should | do? X X
What type of phone is required? X
My mobile phone carrier is one of your partners, but | cannot access x
Amazon.com from this device. Why not?
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advancing technology and partnering arrangements, the typica mcommerce goreislikdy to
rapidly overcome most of the current limitations of Amazon.com Anywhere.
Companies with mcommerce stores are not merdly interested in just the screen but
dsointhewdle fadilities of the CIP device. Typicd applicationsindude paying highway
tolls, paying for train and airline tickets after occupying a set, and taking the car through a
car wash. Another popular gpplication is online banking, which is up and running & severd
banks around the world. Some banksin Scandinavia, Belgium, UK, Germany, and even
India, are making full-festured “home banking” available via WAP enabled mobile phones.

An issue thet has not been resolved is how to collect taxes for mcommerce
transactions. Tax rules were dready blurred in ecommerce. Because of the maobility, m
commerce blurs the tax regulaions even more. Another obstacle has been the security of m
commerce transactions. If the CIP device is awallet, can someone sted it and make
unauthorized purchases of products and services? The three industry heavyweightsin the
fied of CIP devices— Ericsson, Nokia, and Motorola together with Radicchio, a 36-member
consortium of technology and telecom firms across Europe, the U.S,, and Japan — have
agreed on an industry standard for adigita Sgnature that will provide the authentication of
users. Such authentication methods are expected to ensure the identity of users for secure
mobilee-commerce (Ridey 2000) . With secure authentication, users will be able to transact
with marketers with whom they do not have established rdaionship. This, of course, is
crucia for mcommerce, which distinguishesitsdlf from fixed version of ecommercein
terms of gregter mohility and ubiquity.

The new mcommerce opportunities would be open to anyone who can develop viable
concepts based on the mobile versons of the brochure, manud, or Sore modes (or a
combination of these). Successful concepts will be those that take advantage of the location
of the users aswell as mcommerce extensons of leading e-commerce offerings such asthose
from Amazon.com. Firms able to extend their modds from e-commerce to m-commerce will
be able to serve their customers anytime, anyplace.

Theinitid customer focus of m-commerce sarvicesis likely to be twofold: (1)
customers using their CIP device as a credit card or a payment system, and/or (2) customers
obtaining specific location-based products and services depending on where they hgppen to
be. Aswe discuss later, the firgt has the potentid to transform the industry structurein the
financid services and telecommunications industries while the second has the potentid to
radicaly redefine concepts of convenience and service satisfaction.

Portals

Companies that have the potentia to direct the mcommerce usersto WAP steswere
up and running before mcommerce enabled CIP devices gopeared in the market. From a
location-geographic point of view, the more important portal services are those cagpable of
providing Web-based persond information managers (PIMs) to CIP users. Mgor portd
companies have darted “versoning” their portals to WAP. Two of the online PIMs —
zkey.com and visto.com — have been persondized in ways that enable usersto get dl ther
persond information (schedules, contacts, emails, and task ligts) through desktop terminds
aswdl asviamobile CIPs. Their competitors are other playersin the Web-based PIM market
such as Yahoo and Excite; the PAm-OS based offerings from players such as Pam,
Handspring, and IBM; and Microsoft Windows CE and Pocket PC based offerings from
companies such as Microsoft and the PsorHled Symbian consortium; and Phone.com, the

10
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creator of aWAP mini browser. The advent of m-commerce has added new dimensions and
opened opportunitiesfor new playersin the porta's competitive space.

Theinitid target ssgment for such firms are the traveling business people who need
their persond updated information regardless of where they are. These customers often have
aPDA, amoabile phone, and alaptop dreedy. They arelikely to go for an integrated solution
conggting of a CIP device and an m-commerce sarvice that reduces the device proliferation.
Figure 2 summarizes the one-to-redly -one integrated gpplication.

Them-porta serves asthe integrationd factor. It is alocation specific porta where the
CIP owner has configured it to be specific in terms of country, city, area, and the business

Figure 2: One-to-Really-Onelntegrated M -Commer ce Application

m-Brochure (Short, precise, and highly customized information
delivered at the right time and place)

m-Manual (Regardless of location or time, virtual guiding of the
customer in using the marketer's products and services)
m-Store (Transaction possibilities that do not depend on the
locations of the marketer or the customer and are based onthe
CIP device acting as a payment system and/or as a location-
based provider of products and services)

CIP «

M-portal

that the user isvigting. The CIP can automatically shift between locations. Toilludtrate,
consder the case of Kathy, a sales engineer traveling from New Y ork to Copenhagen. Upon
ariva a Copenhagen, her CIP device automaticaly shifts to the Copenhagen Porta and only
shows the Brochure, Manud, and Store related links relevant to Kathy and to Copenhagen.
When she enters a specific shop in Copenhagen the CIP portd lists goods offered in that shop
basad on her previous purchase higtory. After some persond shopping, while taking ataxi to
the customer’ s firm, Kathy checks her CIP device for new email messages. In one of the e
mails, anew purchasing officer at the dient firm introduces himsdf and explains that he will
be at the sales presentation that Kathy would make in afew minutes. She checks out the
profile of the purchasing officer on the dlient company’ s WARP ste, adjusts two dides of her
presentation located a her own company’s Intranet, and leaves the taxi, paying with the CIP
device.

Them-portd isan individua specific portd tailored for both persond and professond
tasks. In addition to the persondization festures evident in the Copenhagen trip illugtration,
the mportd is PIM-basad. It can draw on al of Kathy's contact, schedule, and task
information and use such informeation to autometically generate the content of the portd. The
suceess of the m-porta depends on a continuous-loop persondization. Such continuous-loop
persondization makes it very difficult to maintain the digtinction between Kathy's private
and professond tasks.

BLURRING OF PERSONAL AND BUSINESSBOUNDARIES

The above section showed that persondization of information together with knowing
the location of the cugtomer is crudid for mcommerce. With growth in mcommerce, it will
become increasingly difficult to maintain role digtinctions between “individuad consumers’
and “busness buyers’. It is unlikely that individuas will carry two CIP devices, one for work

1
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and one for private use. The option of having one device but maintaining two different
accounts is dso cumbersome: it is likely to cause confusion in Stuations whereresponse time
isvery short and quick information acquisition and purchase decisions have to be meade.

Table 3: Location and Role-based M -commer ce Segmentation

Role-based
e Segmentation
§ IS On Duty Off Duty
2 T Home 1 2
S c
Qo o .
=2 £ Office 3 4
gz
S & Elsewhere 5 6

At leest Sx location-role combinations of the user can be digtinguished (see Table 3):

User a home but on duty

User a home but off duty

User a the office on duty

User a the office off duty (doing persond tasks)
User away from the home or office but on duty
User away from home or office and off duty

ok whNE

These location-roles leave the marketer with Sx segments (Table 3). In principle,
these 9x can be reduced to three segments— home, office and e'sewhere— or two segments—

on and off duty — depending on the Strategic requirements of the marketer. In practice, m-
commerce makesiit difficult to tease out such segments.

The questions arise: Isit possible to determine whether the individud is a work (on
duty) or not (off duty)?Isit even preferable or necessary to maintain thisdiginction? In
other words, the boundary of the (customer) firm comes into question. If the segmenting,
targeting, and pogtioning Strategies for mcommerce are gpproached using the traditiona
digtinctions between B2B and B2C marketing, this could cregte confusion and problems.
While ecommerce had garted sraining these distinctions, it was il possible to maintain the
broad B2B and B2C separations. With mcommerce things are likdly to be different. To meet
this boundary-blurring chalenge, we suggest an gpproach thet is different from what has
worked for ecommerce.

Fird, we have to understand that mcommerceis the fird true gpplication of the
Evernet idea— the ideathat one is connected and online everywhere and dl thetime
(Friedman 1999). Secondly, the new communication system transforms time and space, the
fundamental dimensions of human life. Locdlities become disembodied from context
(Castels 1996) and locdities are a the same time the business opportunity for m-commerce.
Third, role shifts can occur very rgpidly and that roles can get inextricably intertwined. The
mM-commerce user can be a private consumer one moment and a business person the next
moment, or even assume both roles at the same time in the same place without the marketer
registering that such changes have occurred. Fourth, people do not compartmentdize their
lives. This dready was evident in instances such as employees’ problems with remembering
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which credit card isfor business purposes and which oneisfor private use, or with
employees using the office computer to perform private e-commerce activities.

The m-commerce portas will have to serve at lease these Sx segments— possibly
more if other segmentation variables are added — in a dynamic fashion. Each segment can
demand a brochure, manud and/or store m-commerce strategy. In other words, besides the
“ one-to-redly -oneintegration” task that we discussed previoudy, the m portd will haveto
handle the user’ s dynamic specification of the role-location combination Sheprefers. In
some cases, the marketer will have to dynamicaly infer the role-location specification,
depending on the context of the interaction. And in ill other cases, the mcommerce
mer chant would specify the ssgmentation style and the m-portd will haveto handethis. In
these ways, besides being a portal and a persondization tool, the m-porta will haveto
become a* dynamic specification host.” To become an effective and efficient specification
hogt, the mporta needsto gather alot of vauable, owner-specific information. Firms that
have access to such vauable information will e in a position to not just serve their customers
wedl but will even have the power to change the very structure of indudtries participating in
m-commerce.

TRANSFORMATION OF INDUSTRY STRUCTURES

Not every e-commerce firm, Internet porta, td ecommunications service provider, or
payment service provider will be able to handle the complex, dynamic segmentation and the
congtantly changing, interactive mix of specifications of users and merchants. In fact, we
expect some mgor trandformations in these industries to occur as mcommerce gans
momentum.

When CIP device makers, mobile network operators, and mcommerce service
providers dl focus attention on the mobile customer as an individua with specific needs,
conditions are created for transformation of industry structures. It is unlikely that consumers
would want dozens of different businesses to access thair individua CIP devices and to send
them separate hills. Industries will be reconfigured to handle the new tasks of service and
financid integration. Phone companies could become banks, banks could turn into portas,
and portals may become sarvice providers. In such environment, competitive intensity would
increase because the power would lie in the hands of companiesthat control the networks.
The netwak operators know the customers' identities and dready have the billing processes
in place.

Portal ownerswill dso play amgor role because of the fact that they have the
prefigured specifications from the CIP owners (users) as well as from the mercharts. Findly,
device makers such as Nokia, Ericsson, Motorola, and PAm do not want to be just hardware
providersin the new m-commerce economy. They are building partnerships to transform into
full-fledged m-commerce portas, telecommunications service providers, and even merchants.

Privacy issues have dready become very complex in the e commerce environment.
They will acquire new urgency in the m-commerce environment because telecommunications
sarvice providers or financid inditutions could provide the continuous locatability of the
users and the seamless billing that m-commerce gpplications require.
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Just as Amazon.com changed the retail industry, the winners of persondized mporta
and m-commerce competitive battles will transform severa industries by getting extremely
close to the customer’s heart and wallet.

IMPLICATIONSFOR MANAGEMENT AND FURTHER RESEARCH

This paper has anumber of important research and managerid implications. Overal,
the reseerch imperative is to degpen the understanding of m-commerce phenomenawith more
robust theoretica approaches and empirical studies. Research could proceed dong the three
pardld, interrdated, coherent focuses outlines in this paper: 1) Empiricd studies of one-to-
redly -one integrated applications, 2) Study of mcommerce usage patternsin different
locations and 3) Studies of Indudtry transformations. The research strategy could be to

Figure 3: A Recommended M-commer ce Resear ch Strategy

Empirical classifications of one- —  m-commerce —

to-really-one integrated Industry transformations
applications T
Study of usage patterns in
- different locations —T

classify WAP (and other mcommerce) sites as Brochures, Manuds, Stores and Portds.
Based upon the dlassification it is possble to understand the possible usage patternsin
different role- and location-based segments. This knowledge can be used to cregte
undergtanding of the possible indusiry transformations thet will shepe the future. Figure 3
illustrates such aresearch srategy. Besides additionad manageria implications the results of
such research will make it possible to understand how it is possible to gpproach and serve the
customer asatrueindividud.

The main managerid implication of mcommerce is the shifting competencies for
being a competitive player. Firms that hope to win will have to develop the capability to be
very closeto the customer and & the same time be very dependent on the infrastiructure
power players that could potentiadly end up as portal owners through which al mcommerce
will flow. Banks and phone companies seem well positioned for these new mcommerce
intermediation roles. This means that marketing efforts will have to not only focus on the
customer but aso on the mporta owners who may have to be recognized as strategic
partners. Every firm except the m-portal ownerswill likely play the role of a sub-supplier to
the mportas. These sub-suppliers have to develop drategies for their mcommerce
gpplications (brochure, manud and/or store) that take into account customer ssgmentsin
terms of roles (off- or on-duty) and location (home, office or dsewhere). Since these
customer role specifications will have to be very dynamic, strategies and operationd tactics
will have to seamlesdy blend with each other.
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